Finally—
Creating a Real Plan!

FOCUS Your watershed group has been meeting for some
time by now, and you arewondering when, if ever,

* Whoneeds awatershed plan? thisGuideisgoingtotell you how to put together a

* Elements of a watershed plan watershed plan!
» What should we do after we write the
plan?

The group is ready to document the plan on paper when

» themembershavelearned to work together with respect and trust, all critical interestsarerepre-
sented, and they are able to make and support decisions;

» concerns have been voiced, avision has been devel oped, and members have drawn up problem
statementsand measurablegods,

» thewatershed hasbeen inventoried and al theinformation isavailableto make sound decisions;

» themembershave begun to sort through aternativesfor addressing problemsand meeting goals,
and have discussed how they will measuretheir progress.

Who needs a watershed plan?

Some groupsreach thispoint, but do not see aneed for documenting their intentionsin awritten plan.
They may fed that they know well enough what they are doing and do not need awritten plan. They may
view writing awatershed plan asamajor task that will sap their resources, or they may smply not know
whereto start. If the project isvery small and short-term, and if the group does not need outside resources
to completetasks, then perhaps awritten planisnot needed. However, here are someimportant reasonsfor
deve oping awritten watershed plan:

* To have a long-term, positive effect on water quality or other natural resources. A written
plan documents what the group knows about the watershed, records prioritiesand ideas, persons
respons blefor implementation, and providesaprocessfor monitoring and eval uation. Asnew
peoplejoin the group and partnership roles change, thewritten planisaroad map of direction and
continuity.
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* Tolet the community know about the project. A plan providesthe group with away of saying
to the community, “ Thisiswho we are, why we are working together, what we have accomplished,
and wherewearegoing.”

* To obtain funding and support from local government, state & federal sources, or industry.
A plan providesthe group with amarketing tool. It can be used to demonstrate that they are
organized, committed, working well together, and have apartnership that represents many interests
inthewatershed. Theplan also makesit easier and faster to prepare funding proposal sand grant
goplications.

* Totrack progress and celebrate success. By establishing amonitoring and eval uation process, a
plan makesit easier to measure progresstoward the goa sthe group has established. By periodi-
caly reviewing the plan, the group can document their successand determine whether they have
focused their resources effectively.

* To expand and become more effective. People want to know what they can do to improvethe
areawherethey live, and they want to be part of asuccess story. By clearly documenting problems
and opportunities, and by proposing appropriate and practical solutions, aplaninvitesothersinthe
community to participatein watershed projects. Asthe partnership grows, it becomeseasier to
implement theplan.

Remember, a plan is a road map, not the Encyclopedia Britannica

Whether you refer to your plan asan action plan, guide, blueprint, watershed user’ smanual, or what-
ever, you areessentially creating aroad map telling how the group will get from hereto there. A plan
answersthesefour questions:

Where do we want to be?

Where are we now?

How are we going to get there?

How will we know when we have arrived?

You can put your plantogether in any order that makes senseto you and clearly answersthose ques-
tionsfor thereader. Thesize, levd of detail, and technica complexity of the plan will depend on the charac-
teristics of the watershed and what degree of changeis needed to meet your goals. Beflexible: you may
want to have abrief plan summary that will be used with the public, and an expanded technical plan that will
lay out the necessary stepsin enough detail to implement them. You may want to put your planin abinder
so additions and revisions can be made easly.

Every planisuniqueto thecommunity and to thewatershed for which itiswritten. It isnot theintention
of thisGuideto dictate any particular way of arranging or presenting aplan, or to stiflethe creativity and
enthusiasm of your group. Thereare, however, certain dementsof agood and effective plan, and you
should consider these asyou put your plan together.
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Elements of a watershed plan

Where do we want to go?
Visionand misson of thegroup
Measurable goasand targets
Executive summary of theplan

Where are we now?
Concernsof thecommunity
Problem statements
Members of thegroup
History of thegroup
Structureof thegroup
Current condition of thewatershed
Information gathered intheinventory

How are we going to get there?
Possbledternatives
Selected dternatives
Implementation or action plan (who, what, when, and how)
Resources (funding, manpower, and other needs)

How will we Rnow when we’ve arrived?
Monitoring Strategy
Indicatorsfor god targets
Schedulefor evauation

Essential details: Include acontact person(s) with phone number and address, atable of contents, a
glossary of acronyms, sourcesfor specific data, and maps of the watershed.

If your group hasworked through the stepsin the previous chapters, then alot of the material listed
above already exists, at least in your heads. It is especially important to ‘corral’ all the inventory
material, records of decisions made by the group (minutes, meeting notes), and records of things
the group has accomplished (tours, field trips, work sessions, et cetera.) Itishelpful to set up alarge
three-ring binder with atab for each of the e ementslisted above and insert material into it asthe group
reachesthese stages of growth.

Thegroup’ sdecision-making body (steering committee, executive board, or other structure) canthen
designate acoordinator or small committee to write up the various parts of the plan, not necessarily all at
once. When al of the elements have been completed, the planisa so complete.

A review period for thedraft planiscritical. Send copiesvery clearly marked DRAFT to anyone
who has had input to the plan, people whose support you will want later, and those who may have had
misgivings about portionsof the plan. Not only will you recelve useful feedback, but you may aso save
yourself from having to eat crow at alater date.
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If you want to have the plan printed rather than photocopied, see whether the county government,
another agency, or your loca school systemwill offer aninexpensiveway to get copies printed. Fancy
packaging isnot asimportant as content, but the plan should appear neat and professional soit will betaken
serioudy.

We wrote it; now what do we do with it?
Oncethe planisin some sort of coherent state and has beentidied up for public presentation, hereare
someof thethingsthegroup could dowithit:

* Each member needs a copy for reference.

* Send a copy to all the movers and shakers in your watershed: county government officials,
especidly the planning commission, county commissioners, health department, water utilities, and
drainage board; peoplein agencieswho havethe authority to del egate resourcesto your cause,
interest groups, possible future sources of support, opponents, et cetera. An executive summary is
handy for reducing copy costs and providing a readable document, those who want more
detail can request the technical plan. A cover |etter, or better yet apersonal contact, should be
included.

* Prepare funding requests, grant applications, coordinator job descriptions, et ceterafrom the
materid intheplan.

*  Put copies in local libraries, schools, or wherever the plan may get some attention.

* Hold a public meeting tointroducethe plan to the community and encourage participationin
projects. Hopefully al interestsin the community have been represented in the plan devel opment;
otherwise, you may suddenly face alot of changes!

*  Putyour plan on the Web ether through your own website, or by piggybacking on thewebsite of
asupporter such asthe county government, conservation district, et cetera. Thisisan inexpensive
way to get alot of exposure. It also makesit easy to amend or add to the plan.

* Implement the plan and work toward your goals! Thewholepointisto dowork inthewater-
shed, not to produce astack of paper.

* Review your plan regularly, and useit to devel op specific action plansfor projects. Don’'t
hesitateto revise or updateit asneeded. Don't letit St on ashelf!

What followsaretwo checklistsused by some groupsor agenciesto devel op plansor to review plans
for funding. Remember that your plan needsto fit your watershed, so not al partsof either checklist may be
goplicable.
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[Example I]

Checklist for Watershed Management Plans

(for plans devel oped with citizen involvement at thelocal level, addressing water quality concerns)

Watershed

Plan Date

Note: This checklist provides guidance to groups preparing watershed plans. It is not intended to be atemplate for any
particular plan, and it isnot alist of requirements. The checklist showsitemsthat should be considered when preparing a
plan; each plan is unique and must reflect the community and the watershed for which it is prepared.

1. Introduction

2. Determine objectives

Component

Are mission/vision/goal s/objectives clearly
stated?

Are problems and concerns in the watershed
clearly identified, and sources of those
problems clearly identified and described?

Explain how and why the watershed group got
together.

Define group structure, who isin the group,
and how the group operates.

Why was a watershed plan developed?

How did the public participatein the plan?
(Include letters or other documentation for
public participation in an appendix.)

I's the planning boundary defined & shown on
amap?|Isthere an inset to show wherethis
watershed isin the state?

Clearly state how objectives/goals were
developed. Who was involved in determining
goals and what was the process?

Are objectives/goal s realistic and appropriate?

O
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3. Inventory resources

4. Analyze

5. Formulate & evaluate

6. Make decisions

7. Implementing the plan

Explain how information was gathered, where
theinformation came from, and how watershed
resources were inventoried.

Istheinformation shown clearly with narra-
tives, maps, tables, et cetera, that are easy to
understand? Are*“before,” or benchmark
conditions described?

Explain how theinformation was used to
develop alternative solutions to prablemsin
the watershed.

Explain how concernsin the watershed are
prioritized.

Explain what alternativesthe group looked at
for solving problemsin the watershed.

Discuss ecological, social, economic, and other
considerations for each alternative or group of
alternatives.

Explainthe effect of each alternative: cost,
valueto the environment, acceptability/
appropriateness in this watershed, et cetera.

What decisions did the group make about
addressing problems in the watershed? What
was the decision-making process? Who was
involved? Why were certain alternatives
accepted or rejected?

What will the group do to carry out the plan?
Set targets (example: “ Reduce sediment
delivery by 25%in 10years’). Useindicators
(water quality standards, biological indexes, et
cetera) to show what will be measured to
determine success.

Document current conditions (see#3) in order
to set achievable targets.

Develop an action plan stating what will be
done, when it will happen and how long it will
take, and who will be responsible for each
action.

What resources are needed (manpower, money,
et cetera)? Describe any funding, grants,
sponsorship, or programsthat will help meet
goals.

I sthere a partnership agreement with landown-
ers? Are there any incentives?

How will thework beinspected and main-
tained?
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7. (cont’d) How does this plan fit in with other conserva- |
tion work going on in the watershed?

8. Monitor How will progress be monitored, bothin
practical terms of work done and in terms of
changesin water quality? Who will be respon-
sible?

Describe how the watershed plan will be |
reeval uated based on the monitoring informa-
tion?

General Recommendations

In Your Plan, Consider Including These:

*  Who (person or group) prepared the plan and who sponsored it (usually on
the cover or inside covey).

»  Contact person and phone number or at |east an address.

»  Brief calendar of when things happened, and when things are going to
happen. The progression of events may be confusing to some readers who
were not involved in the process.

*  Glossary of termsthat may be unfamiliar to readers.

»  Brief description of the institutions, agencies, and groups involved in the
planning effort.

*  How and where the plan will be distributed, and how the plan may be used
(example: to obtain funding).

* Useaformat (binder, folder) that allows extra pages to be added or inserted
as things progress.

Absolutely Essential?
*  Proofread, proofreed, prufread—and then have afew other people proffread.
Even your computer spell-checker can be fooled.
*  Spell out all acronymsthefirst timethey’ re used in the text—you don’t know
who will bereading the plan.
* Inthetext, defineany termsthat aretechnical or specialized (examples. HEL,
“T”, gradient, pH, WASCOB, et cetera).
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Project Design Checklist for Nonpoint Source Water Quality Projects on a Watershed Basis

Followingisachecklist of ideas and tactics gleaned from The National Rural Clean Water Program Symposium held
September 13-17, 1992 in Orlando, Florida, and from other sources, that are keysto efficiently and successfully implement-
ing any new federal, state or local water quality programs or projects on awatershed basis.

We encourage program managersto devel op aproject checklist by integrating their ideas with the following points.

In general, projects should

] Have aclearly stated goal, supported by arealistic assessment of the problem and the feasibility of solving it.

] Stress voluntary participation through education, technical assistance and incentives, and emphasi ze project
benefits.

- Stresstarget audience involvement at project initiation.

] Target areaswhere realistic water quality benefits can be maintained and/or obtained. It should be recognized
that because of forces of nature or the natural environment, some areas may not respond to water quality
treatments.

i Concentrate on one-on-one education and demonstration programs.

] Havefull funding for the project committed up front.

o Include necessary cost-share funds.

] Belong-term (>10 years) in order to understand causes of nonpoint source pollution and the effects Best
Management Practices (BMPs) have on water quality.

- Have aclear understanding of BMPs already in place prior to the study.

o Have adequate pre-implementati on assessment and monitoring.

| Evaluate all sources of potential pollutantsthat might override water quality improvements produced by
individual BMP practices (for example, phosphorus|oading and cycling from existing | ake bottom sediments,
existing soil-nutrient concentrations, erosion from stream banks, point sources, and non-agricultural nonpoint
sources.) If necessary, take additional measurements to demonstrate that BM Ps are producing water quality
improvementsthat will succeed inthelong-term.

Il Evaluateland usesin detail for each year for all land within the project, regardless of participation. (Actual water
quality improvements produced by amajority of the farmers upstream can be underestimated because of impacts
of afew non-participating landowners preceding the monitoring station.)

| Have awritten, agreed-upon plan (protocol) and timelines.

| Have sufficient funding to accomplish scientific assessment and eval uation, which should include measurements
such aslong-term, continuous-flow discharge records and flow proportional sampling. (Thismay require
anywherefrom 10-50% of the budget.)

| Have a separate, independent group of recognized experts/professional s overseeing design and implementation

of monitoring and analysis procedures, and evaluation of data.

M easure participating and non-participating landowners' and other interested groups’ attitudes and perception
both pre- and post-project.
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Local project teams should:

Implement processes for getting people to work together. One of the best processes involves five crucial steps
that should be taken in the following order:

Step #1. At thefirst meeting develop awritten statement of the group’s

beliefsthat are relevant to the project. . .
Step #2. Determine the wants and needs of group membersthat are Step #1 is the most crucial
relativeto theissue and prioritize them. part of working together on
Step #3. Develop and agree on obtainable, measurable written objec- any local project. It must be
tives for priority wants and needs. done first to ensure an

Step #4. Develop aplan of implementation for the most significant efficient and successful
objectives, including a) necessary resources of persons, finances, project—too often people
equipment, time and space, and b) appropriate techniques (committees, want to jump right to step #4
meetings, training sessions, newsletters, tours, demonstration projects, and ignore the first three

et cetera). steps.

Step #5. Periodically evaluate the group’ s performance against the plan

of implementation and make adjustmentsto the plan or to the written

beliefs, if necessary.

Recogni ze exi sting accomplishments of farmers and ranchers. Don't incriminate; instead, say “Let’ sbuild and do
better.”

Develop and agree upon, at the start of the project, awritten set of limitations about what the project can't do.

Staff for adequate one-on-one educational and technical assistance with landowners who choose to change
practices. Project organizersalso should work closely with Extension Service and Vo-Ag instructors.

Tailor BMPsto thelocal situation or objective.

Make producers aware, up front, of both the positive and negative economic potentials of every BMP. Positive
economic benefits, coupled with environmental effectiveness, are very powerful motivational forces.

Use small watersheds (no bigger than the size of the county, and preferably smaller.)
Beaninter-agency and inter-disciplinary effort.

Include alocal coordinating committee of no more than seven to el even members. Landowners should compose
at least one-third to one-half of the committee.

Have core project staff designated from participating agencies.
Have aproject coordinator who is retained for the life of the project.

Agree upon asystem of regular two-way communication between the Local Coordinating Committee and the
State Coordinating Committee.

Establish, in advance, estimates of the necessary quality of data recorded to demonstrate impact of BMPs.

Involve the secretarial staff of all participating agencies. They should meet with project |eaders near the start of
the project to help develop key reporting forms that will be used to document project progress and results.
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